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(?revious research indicated that a videodisc system could successfully

train soldier skills even when only a fraction of the capabilities of
the medium were used.. Such a system could be used to supplement the
current role playing and, hence, reduce the number of support personnel
required.y"; : r-searCs

The research effort dncluded topic analysis, hardware selection, software
development, scenario writing, studio production, editing, and videodisc
mastering. Final evaluation of the videodiscs provduced included the
aduinistration of two tests, a test designed to measure the acquisition
of leadership skills and a subjective preference test designed to measure
user acceptance, v

Nine highly interactive videodisc training scenarios covering 20 leader-
ship problems were produced. Overall evaluation results indicated a
VISTA superiority followed by role playing and programmed text, with the
majority of students indicating that a combination of videodisc and

role playing would be optimal for leadership training. - Results also
indicate that although VISTA products were designed fo;\the Infantry
Cfficer's Basic Course, the problems addressed are probdbly common to
other Army tranches and should therefore be investigatgéd for possible
application in other training centers.
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VIDEODISC INTERPERSONAL SKILLS TRAINING AND ASSESSMENT (VISTA)

EXECUTIVE SUMMARY

Introduction:

The U.S. Army”s VISTA (Videodisc Interpersonal Skills Training and
Asgsessment) project was initiated to determine whether leadership and counsel-
ing skills could be trained using current computer-assicted instruction/.
videodisc technology. The target audience was Army junior officers (Second
Lieutenants in the Infantry Officer”s Basic Course at Fort Benning, Georgia).
Five government agencies and two contractors were involved in this effort that
included a front-end topic analysis, hardware selection, software development,
scenario writing, studio production, editing, videodisc mastering, and final
evaluation. The final evaluation compared the VISTA products with a program-
med text containing the same information and role playing using the same topic
themes. All seven VISTA videodiscs (nine scenarios) were tested.

Procedure:

The first stage of the project involved a front~end topic analysis, hard-
ware and software selection, and design of the instruction. In the topic
analysis, 57 candidate interpersonal problem situation topics were generated
and rated by 58 subject matter experts for difficulty, importance, and frequency.
Situations involving the highest composite scoree Z.. the three dimensions
were subsequently addressed in the training scenarios. Twenty problem
situations were covered in the 9 scenarios produced to date. The hardware
system selected comprised an Apple 2+ computer, a DiscoVision videodisc
player, a Sony monitor and other assorted peripherals. The software language
chosen was Pascal. Two instructional modes of presentation were designed.

The Experiential mode simulates a roleplaying situation. There is no textual
feedback and the students can go several steps off the "best path". In the
Pedagogical mcde, extensive textual feedback is presented and the student {s
never allowed to go more than one step off the best path.

The second major stage of the project irvolved the scenario writing and
the software development. A scenario authoring aid was developed. Guidance
for the determination of appropriate alternatives was derived from the two
U.S. Army field manuals dealing with leadership and counseling, subject matter
experts, and various theoretical approaches for counseiing and leadership.
The software was develooed to complement the instructional design. In addition,
software was developed to allow relatively simple entry of textual information
and videodisc frame numbers to expedite future videodisc development efforts.

The final stage involved the evaluation of the seven videodiscs (9
scenarios). An experimental evaluation conducted on all training products
measured both learning of leadership principles ard the student”s acceptance
of the new instructional technology.
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Findings: %
R

The overall results of the evaluation indicated a VISTA superiority -tﬁ
followed by role playing and programmed text, respectively, on a test designed ;»j
to measure the acquisition of leadership principles. Also, bcth role playing 5;
and videodisc were rated high on a subjective preference scale used to measure !5
user acceptance. Role playing was slightly but significantly higher than N
videodisc and both videodisc and role playing were much higher the=~ the M
programmed text. The great majority of the students indicated that a combin- :x
ation of videodisc and role playing would be optimal for leadership training. \ﬁ
o

Products completed:

- Nine scenarios which address 20 problem areas have been produced and

evaluated. Overall results indicated a significant superiority of VISTA L
products over both role playing and programmed text. A
- Two instructional approaches designed to optimize the training impact of the p;
new technology. e
N
o N
- Scenario authoring workbook to aid future scenario writing. o
- Generic software that will control any of the videodiscs developed played iﬁ
by either of two popular videodisc players, wiin or without maintenance &
of detailed student records, and with choice of two instructiunal modes. L
Utilization: ;k

- The VISTA products were implemented in the Counseling Laboratory of the IOBC
in June, 1983. N

The following is recommended:

= Due to the success of the VISTA project and other videodisc training
projects, the U.S. Army should continue to investigate other possible areas .
for applica*ion of computer-assisted instruction/videodisc training. -

= Develop rctandards !n both hardware and courseware structure.

3
- The VISTA products should serve as a supplement to current leadership E
training approaches rather than a replacement of those approaches.

- The IOBC Counseling Laboratory is currently taught in two periods, one at
the beginning of IOBC and one toward the end. Because of the standardized
format, rolz2 playing should be conducted in the second laboratory as a
performance test and the VISTA products should be utilized in the early
laboratory (while students are at an early stage in their learning of

Y. L

leadership).

- Although the VISTA products were developed for the Infantry Officer”s Basic ::
Coursw, the problems addressed are probably common to the other branches. ]
Therefore, the VISTA products should be investigated for possible appli- \

ca.ion in other training centers.
iv
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APPENDIX E

VERBAL ABUSE
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Appendix E
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Verbal Abuse
S FRAME 3

,
LA

v
'Y

b 4
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BACKGROUND

."
g1

T UL LAY N NSNS > Ry
|

You are 2Lt Wright, lst Platoon, A Company, 22nd Infantry. J

You are 23 years old, married, and have been in the army for six

months. You have been assigned as the lst Platoon Leader for one i:"

month after completing 10BC and Jump School. It is now 1055; you are -

';. hurrying to an 1100 Battalion Officers' call. ::
Y

Go to 2
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MOTION 12

2LT Wright walking down sidewalk and hears yelliuag and profanity

coming from around the corner. He turns the corner and sees SSG Burch
(an E~6 Squad Leader) and his squad. SSG Burch is verbally abusing
one of the soldiers in front of the entire squad. (Show a few seconds
of verbal abuse)
S§SG: "Give me that weapon, Jones (grabbing rifle from Jones) you

dumb idiot. How maay times do I have to Lell you to clean

this weapon? (pause for shot of Jones' face) Did your parents

ever have any children that weren't retarded?"

Then a few of the squad members noticing 2Lt Wright ard finally

one of the enlisted men czlls the squad to attention,

Motion freezes after SSGC Burch turns and salutes. Overlaid

on this frame is the following information:

BACKGROUND

You are somewhat familiar with SSG Burch's reputation, and
this behavior seems quite unusual given his reputation. In your
initial remarks to the squad leaders last month, you stated your
policy on verbal abusc quite clearly: there was to be no verbal

abuse of the troops.

Go to 3
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what would you do in this situation?

STILL
Go to &




S FRAME #4

Pick the answer that is closest to yours or that you feel is the

best alternative,

L wTE N R T AR - YL Y LT R T "R w0

1. Proceed to the Officer's call, so you wen't be late, but
make a strong mental note to determine Sergeant Burch's

problem and to get his act with the troops straightened

s 7 _T_ o -

out, -

"

i

Go to 9 :

}

2. Walk over to SSC Burch and give him immediate performance i

counseling on the situation, and personal counseling if .

': necessary. i

© s

. Go to 10 i
3. Call SSG Burch over, give him some immediate performance

: counseling about how he is mishandling the situation, and :

tell him to report to your office at 0800 the next morning.

Go to 11

4. Call SSC Burch over, give him immediate performance

counseling and personal counseling if necessary. .

- Go to 12
K




:
{
i
)
:
i
-
i

"FEEDBACK FOR #4-1 #5

This was probably not the best option for the following reasons:

1. Immediate feedback is better than delayed feedback.

2. 1In the eyes of SSG Burch, who is probably aware of his

error, you have backed down from a confrontation.

(Remember, neither SSG Burch nor the troops know you

are in a hurry.)

3. In the eyes of the troops, you have walked away from

a situation where you should have done something.

Why don't you try this one again?
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FEEDBACK FOR #4-2 #6

SINGLE FRAME

This was probably not the best option for the following reasons:

1. You have belittled SSG Burch in front of his squad. By
doing this, you hiave possibly destroved a relationship
that could determine your success or failure as a Platoon

Leader.

2. You may appear foolish to the troops because you are

doing what you are telling SSC Burch not to do.

3. You should celiect all of the necessary information
(e.g., talk with Platoon Sergeant and other NCO's etc.),

before attempting personal counseling.

4. This is not an appropriate time or setting for personal

ccunseling.

5. You should not try tc conduct personal counseling when you

or the subordinate are angry.

6. By taking the time to conduct personal and/or performance
counseling, you may cause yourself to be late for the Officer's

cail and delay SSG Burch and the troops.

E-6
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FEEDBACK FOR #4-3 #7 "
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VERY GOOD This is probably the best choice for the follcwing reasons:

2
-
-,

¥
»
'

e I
"7 o

1. You have given SSG Burch immediate (on-the-spot) feedback

2

about his specific behavior.

2. You have avoided belittling SSG Burch in front of his squad.

3. You have physically removed SSG Burch and yourself from the !i

troops, so they cannot overhear your comments. o

~

4, You have set up a future meeting giving yourself enough time !E

to do some fact finding. Also, your and his anger will have

subsided. Finally, you will have adequate time tomorrow to
address personal problems (if you determine that 1is is

appropriate).

5. You have not particularly embarrassed SSG Burch in front of
the troops. Therefore, you have not compromised SSG Burch's £

position as their squad leader.

6. You are not late for the Battalion Officer's call.
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FEEDBACK FOR #4-4 #8
‘F
' This was not the best choice for the following reasons: .::_

T e

P (ARG, |

1. You should collect all of the necessary information
(e.g., talk with Platoon Sergeant and other NCO's etc.)

before attempting personal counseling.

- - -
x “e

-
o

2. This is not an appropriate time or setting for

n:::
[y
personal ccunseling.
:
3. You should not try to conduct personal counseling when \_
you or the subordinate are angry. i

4. By taking the time to conduct perscnal and/or performance

counseling, you may cause yourself to be late for the

P 2.
,..-5'..

Officers' call and delay SSG Burch and the troops.
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MOTION #9

2LT says, '"Carry on,"

and walks away--camera moves to SSG Burch's
face which changes from worry and concern to a gria. Next, camera
goes to the enlisted men's faces which change from no emotion tu
amazement and disgruntlement. Finally, camera zooms to Company

Commander's face (who has gone unnoticed in the distance). His

face should show concern and anger. He shakes his head.

Why don't you start again?

Go to {4
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MOTION #10

2LT Wright walks over to 3SG Burch.

2Lt: "Look - you've got to cut this crap out. I told you last month
that I don't want any of it, What the hell is going on with you

anyhow? (pause) Are you having a pfoblem?

SSG: (angrily) "No, sir!"

]
c
t
I

"Well, {f you do - go see the Chaplain. Meanwhile, get your

act together."

S8G: "Yes, sir."

2LT: "That's all, Sergeant."

The camera should move to a position where the Sergeant's face can be
ochserved. As 2LT finishes and moves on, the camera should catch the
Sergeant's face changing from embarrassment to anger. He should "mouth"
curses when the 2LT's back is turned. Next, the camera shoul: move to
the enlisted men's faces. They should be smirking and "chuckling" about
the SSC being chewed out. Finally, the camera shculd move to the
Company Commander's face (who has gone unaoticed in the distance).

His face should show concern and anger.

Why don't you start again?

Go to & F-10 From #4<2
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MOTION #11

¥ | AR A

Ay,
»

2LT calls SSG Burch over and asks him to walx with him for a ways

(gestures).

s o el i ARy | ROy L L e el

RIS

¥

2LT: "I don't like the way you handled that. Cussing out the troops g

s

won't get the job done. I want to see you at 0800 ir my office."

§5G: '"Yes, sir." s

2LT: "That's all, Sergeant."

Go to 13
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MOTION #12

2LT calls Sergeant over and proceeds to counsel him:

2LT: "Look - you've got to cut this crap out. I told you last month

DL ERINTS LY YN  TERL SR s T DT T

that I don't want any of it. What the hell is going on with

you anyhow? (pause) Are you having a probiem?

. oo VEINY e e e

S$SG: (angrily) "No, sir!"

2LT

"Well, if you do - go see the Chaplain. Meanwhile, get your .

act together."

T

._'—'_‘.m..'
P R

LR

S88G: "Yes, sir."

2LT: "That's all, Sergeant."

RS e e Y T

The camera should move to a position where the Sergeant's face can be
observed. As 2LT finishes and moves on, the camera should catch the

Sergeant's face changing from embarrassment to anger. He should "mouth"

RN . A O

curses when the 2LT's back {s turned. Finally, the camera should move to
the Company Commander's face (who has gone unnoticed in the distance).
His face should show concern and anger.

Why don't you start again?

Co to ¥4




S FRAME #13

Vhat should you do before the meeting with Sergeant Burch?

Continue - Go to #14
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S FRAME #14

Later that day vou check with the €O, X0 and the 1SG about SSG Burch's
previous duty performance. You find out that SSG Burch has had an
excellent history of duty performance, and is well respected throughout
the Company. You talk with your Platoon Sergeant, explain the situation
you encountered earlier, and ask fcr his advise on how to handle this
situation. Your Platcon Sergeant explains that he had to correct

SSG Burch about similar circumstances twice in the last week, and
suggests that maybe SSG Burch is experiencing some family difficulties
which are causing the sudden changes in his behavior. The Platoon
Sergeant tells vou the SSG Burch has a wife and two children. Your
Platoon Sergeant adds that until a week ago, SSG Burch has been his
best squad leader. You now plan what you will say to SSG Burch.
(Making an outline or list of things you want to cover is helpful.)

You also check your schedule to make sure there is enough time and

that your meeting will not be interrupted.

Contine - Go to #15
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MOTION #15

-
j 3
-

5'%311
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Camera on the clock at 0803 hrs.

vy

1IE53¢~
3
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A knock at the door,

d v'_ "“" 'l.
. ® “
Yoty ae

2LT: "Come in."

1Y

SSG: '"Sir, SGT Burch reporting.'" (Sgt salutes)

2LT: (Lt. returns the salute)

§SG: "Sir, I apologize for being late, a personal problem came

up at home." (Possibly with a bandage on his face)

2LT: Take a seat, Sergeant Burch.

K
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What would you say now? k

Continue - Go to 16
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STILL FRAME #16

Pick one of the following answers that is the closest to your answer or

is the best of the three alternatives.,

LTSN

i

>y

-

N

1. 1It's too bad we haven't time to talk. The Platoon Sergeant :"\
tellls me you have a wife and kids. Why don't you tell me E_
about your family? &

Go to 24

3

2. 1've talked with the Platoon Sergeant and studied your file. E
You're a hell of a gnod soldier and you've done a hell of a
job. But then I see you cussing out a troop, calling him a »
"dumb idiot and a retard" right in front of the other men.
The Platoon Sergeant tells me this has come up two other '
times in the la;t week. Didn't I make my position on :-:
mutual respect and verbal abuse clear last month? .

Go to 25 E

R

]

3. Sergeant Burch, I've called you here because you've been E
verbally abusing your troops{for nc reason at all]. 1 told
you a month ago when 1 arrived how I felt about that kind __

of shit. What's go: 'z on here? !
From #15 .
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FEEDBACK FOR #16~2 #17

S FRAME

TR ELLLT IR

FEEDBACK: There is probably a better way to start.,

- o o -
3 = 1"
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1. §SSG Burch might be confused, after all, he came here expecting

to be reprinianded and your response will probably come as quite

v TR

a surprise,

ae

IORBRS TN

2. You are assuming that a personal problem is the reason for the

performance problem. Although there is strong evidence for it

in this situation, it may not be true. o

.H.

'

3. 1It is probably better to address the performance problem first ¥

-

and establish your position. Then, personal problems which

might explain the performance problems, should be addressed.
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FEEDBACK FOR #16-2 #18

YES

This was judged to be the best choice for the following reasons:

L AN IR i, | PRSI RIIF ¢ L 37 AL B o . | “al af

1 You were very specific about SSG Burch's behavior.

. (\NEN

o

nN
Pl

You let SSG Burch know that you are organized and interested

enough in him to do some fact finding.

3. You let SSG Burch know that the platoon sergeant has been

informed about the situation.

VY L r Y

4, You let SSG Burch know that his excellent record and -

performance has not been forgotten. <

5. You have not forced SSG Burch to become defensive, and

communication is still open between you.

6. You have allowed SSG Burch to admit his error without

"rubbing his nose in it",

Continue - Go to #20
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FEEDBACK FOR #16-3 #19

g

_l%"_,
e

There is probably a better response because:

s

1. The content of your statement and how it was expressed will

.
L

~p—ve
Ty

] show a lack of respect for SSG Burch and in essense you will

Vil o o

‘2 Y

be violating your own standards. Not only will you confuse

JRY

SSG Wilson, but you will make him defensive and reduce the

-

communication process between you and him in the future.
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2. It is always better to be specific in describing exactly what

L

it was SSG Burch did wrong. '"Verbally abusing the troops" is

P
)
v _ e

e
.
P

N L

a very general description,

3. People always believe that they have a good reason for their j?
A
behavior. '"No reason at all" is an exaggeration that will R

probably cause SSG Burch to become very defensive.
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MOTION

SSG:

6to #21

#20

"Well, sir, you don't understand the circumstances. I told

that idiot to clean his weapon five times, and then I get

chewed out by the 1lst Sergeant because he didn't do it.

From #16-3



S. FRAME #21

Choices:

1. You should have taken appropriate action the second time--not
blown your cool the sixth time. Let me remind you of what

I said last month...."
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g

Go to {32
E
2. "I think I do understand. I can see when someone has lost g
control over the situation because of one little mistake." E
Go to #53 !
(Sarcastically) g

!
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FEEDBACK FOR #32 WHICH IS A CONTINUATION OF #21 #22

This was judged to be the best answer because:

You have let him know you are not insensitive to the

problems that a squad leader faces.

You have clearly stated your position on verbal abuse

and mutual respect.

You have reminded SSG Burch that your position is alsc the

Army's position,

You have reminded SSG Burch that he could be subject to

disciplinary action.
You were very specific about SSG Burch's inappropriate behavior.
You have given him an alternative way of handling people.

You have reminded him that reward for correct behavior is

prferable.

You have given him a chance to ask a question about anything

you said.
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FEEDBACK FOR #21-2

Not the best:

A

3 Your second statement is an exaggeration.

[
p
i
n

your way into a yelling contest,

E-23
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You are working

#23
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#24

SSG: ...Look of confusion....pause.

§SG: "Well, sir....my family life hasn't been so great...and...

W LT A TR TS N S e

I guess I have been a little irritable lately...pause...about a

»

'V_."‘

“week ago the wife and I had a little disagreement, but I think

it will work out...I've been a little upset about that,

LRI PR i (LR

Go to {#44
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MOTION #25

SSG: "Yes, Sir - - - but it's hard when the troops are always

screwing up - - - and I've been under a lot of stress lately."

Go to #26
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E-2%

T P

ALY .|

. -
v
. e

487, }'I‘-‘

s
ri

-

-

LN

RNy

"
0 8" a @

R (NSRS e | PR

% "0 %



Xi \yirs

al's

\

P 4

S FRAME #26
Which answer is closest to yours?
1. It may be hard but let me femind yocu of what I said last month

about verbal abuse and mutual respect . . .

Go to #32 (#32 is a continuation of this)

NENRINS . I i P Nl S aqw o w =, 1,L'Q% SN ak |25

2. I don't want to see or hear about any more of these incidents,

- w v e = -
.,

SSG Burch.

A4
A

R | %
Y

Go to #31

3. This thing has got to stop. If you get yourself in trouble,

it's my tail too.

Go to #34

4, Stress, huh? Do you want to talk abour it?

MR A N T N

Go to #24
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From #25
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FEEDBACK FOR #32 which is a continuation of #26-1 #27

:‘,

This was judged to be the best answer because: %b
o

‘S.ﬁ

1. You have let him know you are not insensitive to the 55
N\

Sy

problems that a squad leader faces. §<

<

-: <

;:

2. You have clearly stated your position on verbal abuse and !%
Qs

mutual respect. tﬁ

:

-

3. You have reminded SSG Burch that your position is also

a

0.

the Army's position. o

o

4. You have reminded SSG Burch that he could be subject to !
disciplinary action. 5

I¢.

-

5. You were very specific about SSG Burch's inappropriate !!
s

behavior. AR

el

e

6. You have given him an alternative way of handling people. !g

7. You have reminded him that rewaird for correct behavior

V'

‘a

is preferable,
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2

8. You have given him a chance to ask a question about anything

you said,

E-27
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FEEDBACK FOR #26-2

This wasn't the lest answer because:

L.

You have not dealt with SSG Burch's explanation for

his behavior.

You have destroyed any communication paths that might

have existed.

You have not listened. The Sergeant has twice hinted

at personal problems, once when he came in and again
when he said he was under a lot of stress lately, but

you have nut responded. Some soldiers might meke up
personal problems as an excuse for poor performance,

but given the excellence of SSG Burch's record, he should

at least be given a chance to express an explanation.

#28
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FEEDBACK FOR #26-3 #29

PR " SR AR SRR ) e

This was probabliy not the best answer:

1. Many people wculd interpret this statement to mean:

K
§ "I'm not upset because what you were doing was wrong,

e s
"' o 1
[ W N N 3

but because you might have gotten éaught at it by

4
0

f 3 &

one of my superiors." .
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2. A typical reaction by SSG Burch would be: "It's

not my behavior or me that the lieutenant is concerned

about but himself and his career."
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FEEDBACK FOR #26~4 #30

~ e

You have obviously chosen the strategy of trying to address SSG Burch's

LA | Fe

:'yin

personal problems in order to find the reason for his behavior. There
is nothing wrong with this strategy except that the timing might be

questioned for the following reasons:

WA,

1. You have left the performance counseling dangling.
It would be better to clearly state your position

and provide some closure to the performance problem

before moving on to personal problems.
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2. You have neither clearly defined SSC Burch's bad

performance nor expressed how you cxpect him to change.

You have not informed him of the formal and legal

implications of his behavior.

e v T8
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You have not provided SSG Burch an appropriate way of

handiing the problem.
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MOTION #31

§8G: '"Yes, sir."

v e e v e ¥

2LT: (salutes) "Dismissed." o

LML AL

SSG: (salutes - and turns to leave) P!
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From 26-2
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#32

The most important item I emphasized was that I expect all of the

men of this platoon to treat each other with mutual respect.

What I saw you doing yesterday certainly wasn't showing respect

when you called Private Jones a "dumb idiot" and a "retard" in front
of the rest of your squad. Not only have you violated my orders,
but you were also in violation of Article 117 of the UCMJ, both

of which are Courts-Martial offenses. Now, I am sure that with

your experience as a Sergeant you can use a little more tact

when correcting the troops if they have done something wrong

without verbally abusing them. By the same token, when they do a
good job you should give them a pat on the back and a few words

of praise. And it wouldn't hurt to do it in front of the squad.

Now, do you understand what 1 want, Sergeant Burch?

(continuation on next page #33)

Go to 33

From 21-1
26-1
35-2
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#33

SSG: '"Yes, Sir."

2LT: "It's just got to stop."

Pause

2LT: '"You know, Sergeant Burch, we've ail got to work together to
keep this platoon up where it should be. I expect your work
and cooperation and I want ‘you to know that you can count on
mine."

SSG: "Yes, Sir, I'm sure we can work together."

Continue - Go to #39

From #32
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From #26-3

#34

Next time

E-34

35

4

"Don't worry, Sir--I won't get you in trouble.

I'1l be more careful."

Go to 1
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#35

""Well, you sergeants know the right way to handle these

things."

Go to 31

"There won't be a next time, Sergeant.

of what I said last month about verbal abuse and mutual

respect."

Go to 32

E-35

Let me remind you

From #34
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FEEDBACK FROM #35-1 #36

l.

Earlier, you in essence told him that it was not what he
did that was wrong but rather the fact that he got
caught, With the last statement, you are in essence
reinforcing that idea by telling him, "Learn how to do

it in a way that you won't get caught."

You are ending the meeting without addressing the real
problem, explaining your standards, describing the
legal implications, providing alternatives, or asking

about the personal problems which he has trought up

twice.
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FEEDBACK FOR #35-2 ’ #37
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:

YES

1. You have made it clear that you will not tolerate any

more verbal abuse.

2, You have clearly defined the reasons for your position

on verbal abuse and mutual respect.

(S
3. You have reminded SSG Burch that your position is also !i
’ . Pow
i
the Army's position. ﬁg
E—f d
vk
2
4. You have reminded SSG Burch that he could be subject to Il
disciplinary action. o
o
5. You were very specific about SSG Burch's inappropriate -
behavior, j:
S
a
6. You have given him an alternative way of handling people. ‘f
7. You have reminded him that reward for correct behavior L
’ "
' is preferable. B

8. You have given him a chance to ask a qu2stion abcut

anything you said. .!




#38

This response has been consolidated on #33 Deleted

Go to #39




STILL FRAME #39

Now, choose the best answer:

1, Excellent! That'll be all, Sergeant Burch,

X RPN T LT LT T Ty

-

Go to #31, Point "R"

2., Excellent! I'd like to see you a week from today at

", " T T e AT

0800 for a follow~up. That'll be all, Sergeant Buich.

v
Ve

Go to #31, Point "R"

3. Now, you mentioned a personal problem and being under

stress earlier. Want to talk about it?

Qmammw - Ty e YN Y

Go to #43
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FEEDBACK FROM #39-1 #40

You have done a good job on the performance counseling but you
have ignored any personal problems that might have caused the
sudden change in SSG Burch's behavior. You missed the signal given

by SSG Burch when he came in. At that time, he stated that he had

a personal problem,
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FEEDBACK FROM #39-2 41

You heve done a good job on the performance counseling, but you have
ignored any personal problem that might be causing the sudden change
in SSG Burch's behavior. You misséd the signal given by SSG Burch
about his personal problem when he came in your office., Also, in
some performance counseling situations and in all personal counseling
situations it is a good idea to schedule a follow-up meeting in order
to check progress. However, in this situation a follow-up is
questionable. Instead, you might let the Sergeant know that you

intend to have the Platoon Sergeant monitor the situation.
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FEEDBACK FROM #39-3 #42 B

E
GooD 3
You have done a good job on the performance problem and you are now g
responding to the signal sent by SSG Burch earlier about his personal E§
problem. Also, by asking him if he wants to talk about it, you are EE
leaving that decision up to him. Some people may not want to share ;g
their personal problems with yru (maybe because you are younger or ig

e

maybe because you are their "superior"), but at least you have shown
an interest. If they don't want tc talk with you, never take it as

a personal insult. Rather, you might tell him that you understand

"1-.' '-_'.t;’n.r!."'. l‘&

and suggest other qualified professionals in the Army with whom he

'S
-

could talk.
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#43

‘.

Show last statement,

I guess I have been a little irritable lately....pause. About a
week ago the wife and 1 had a little disagreement, but I think it will

work ocut. I've been a little upset about that.

Go to #44
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#43

W YT
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Show last statement.

&

‘ﬁ‘

I guess I have been a littie irritable lately...pause. About a

~ week ago the wife and I had a little disagreement, but I think it

;; will work out. 1I've been a little upset about that.

Go to #44
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SINGLE FRAME: #ab
Choose One: Lieutenant's rasponse

1. Yeah, I know; being a soldier's wife isn't easy, I guess.

I know my wife has been mad since 1 got here,

Go to #48

2. Yeah, but listen, you just can't let that interfere with

your work.

Go to #49
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3. What happened?
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FEEDBACK FOR #44-1 #45

The problem here is that you are changing the topic from his personal
problem to your personal problem. Occasionally, it may be helpful to
disclose some of your personal lifé to your subordinates as if to say,

"I understand, I have problems, too." However, the timing isn't

right here, SSG Burch hasn't had time to explain his problem yet.
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FEEDBACK FOR #44-2 #46

SSG Burch is likely to think that you rszally don't care to hear
about his problem. Thus, you may be terminating the personal
counseling before getting the whole story, and before you have

been able tec cffer any solutions.

You are returning to performance counseling; something that

presumably you have already finished.
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FEEDBACK FOR #44-3 #47

YES

You are showing your interest. This kind of a response might be

RSO

b

called a "probe." It is useful for the following reasons:

'; AN

1. You are showing that you are interested.

2. You are not making a Hgood or bad" judgment about

the incident.

W

You are seeking more information about the situation.

4. You are giving SSG Burch a chance to freely express

himself to an accepting, interested and non-judgmental

audience.




MOTION

SSG: "No kidding----really hacked, huh? What's the problem?"

Go to #48a

E-49

#48

From #44-1
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Lieutenant's response - choose one:

1. She hates it here, This is the first time she's been

away from home and I guess she's just homesick.

Go to #484

2. Enough about me, would you like to tell me what's

causing your problem?

Go to #60

E-5C
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#48a

From #4¢4-1
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FEEDBACK FOR 48a-1 #48b

This is not a good choice.

You are supposed to be talking about SSG Burch's problems, not yours.
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MOTION

§SG: No kidding----and she takes it out on you, right?

(Camera fades wit%: the LT telling about his persoral problems)
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#49

S8G: (defensively) "I don't think it has interferred with my work,
Sir."

PRI RERE B .ol atiE’. §Li™

Go to #50
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Choices: Lieutenant's Response
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1. Well, how do you explain yesterday then? What I saw

R S S e R LY ST VLN

-

was an NCO whose personal problems caused him to mess

. e

up a simple leadership situation.

o .

Go to #53

:
:

2. (Pause) ...Do you want to talk about the disagreement with

your wife?

Go to #60

From #49
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EEDBACK FOR 50-1 #51

SSG Burch has taken you into his confidence and made a very private

disclosure about his personal life. You are now using that information b
N
hY

to attack him, This will be seen as very unfair and he will probably W&

become quite angry and lose his respect for you as a leader. N
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FEEDBACK FOR #50-2 #52

RIGHT

You are returning the topic to his personal problem. SSG Burch's
last remark was quite defensive. It is probably wise to let that

remark go by, neither attacking nor reinforcing him.
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#53

SSG: '"That's easy for you to say, Sir. You've only been here

| ZAPL P PPAA B

one month, I deal with these damned retards every day, and

I've got more time in the chow line than you do in the Army.”
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Choices:

#54

Sergeant, I want you at the position of attention right
now! You are showing me the same disrespect that you did
that soldier. Need I remind you that I am your superior

of ficer ...

Go to #57

It's too bad you didn't spend more time learning how to

handle the troops.

Go to #58

Now, Sergeant, let's calm down--getting angry isn't going
to help. Have you been so touchy lately hecause of some

personal problem?

Go to #58a

From #53
from #72
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FEEDBACK FOR #54-1 #55

RIGHT

Things have deteriorated to the point that you need to reestablish ;3_?;1
o

your control over the situation. Also, SSG Burch has clearly ’

overstepped his bounds and needs to be corrected immediately. ....x.
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FEEDBACK FOR #54-2 #56
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Things have gone too far. You need to reestablish your control
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of the situation. You are getting into a name calling contest

‘o

e et 2 x AR K % N St NS Ve R W W e |

RS
Ay

that will only worsen the situation.

AR

N, ", e T TP
1 VAN A,

yorTe_ e, vy
Ve PN SR e
“.l",’ » 0

i

o
'y

L S A iy
. s %5 s
PLIA L]

e .
. v "
L .

E-61




¥
i

P
[ ]

R

Pl b

Pt

FEEDBACK FOR #54~3 #56a

Ll A

-
3
g ‘r..,".

.f ;
Y Y S %

Things have gone too far to try to regain rapport with SSG Burch.
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It is not a good idea to attempt personal counseling when either
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of you is angry. You need to reestablish your control of the
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situation.
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#57

2LT: (Jumps Up) '"Let me remind you that you have not only
violated my orders, but you are in violation of Article 117
of the UCMJ. I will not stana for you verbally abusing the
troops or showing disrespect for me. Either you get your
act together or I will recommend to the Company Commander
that you receive some formal action under the UCMJ, Do I

make myself clear, Sergeant?"

Go to #57a

From {#54-1 e
E-63
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#57a

MOTION

S8G: '"Yes, Sir!" (loud)

Go to 57b

From #57 ﬂ:;t
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Choices:

1‘

Lieutenant's Response

What makes a good soldier like you go all tu hell, anyhow?

Go to #58 (*%)
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FEEDBACK FOR #57b-1 #57¢c

This was not the best choice.

If your intention is to get at SSG Burch's personal problems, this

is not the way to proceed. This statement will only make the

sergeant defensive.
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FEEDBACK FOR #57b-2 #57d

This was the best choice.

Since the sergeant is obviously angry, it is probably better to
reschedule the meeting for a later time. At the beginning of the
next meeting, you should tell SSG Burch that his behavior was
unacceptable. Then you can proceed in an attempt to £ind out
what is really causing SSG Burch's behavior change. In the
meantime, you should tell the Platoon Sergeant what happened,

and ask for his advise. You should also write a Memo-for-Record

containing everything you have discussed with SSG Burch.
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MOTION :

;

X

i

S§SG:  (Jumps up)(**) '"What the hell do you mean by that?" b

2LT: (Jumps up) "I don't think you know what the hell you're doing.” ﬁ

i

L

ss¢: . . ..

Camera fades out
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(**)NOTE: Should this scene be branched from 57b, we realize that
the SSG is standing., We will not have him jump up, i
but pick up the scene with him standing. |

. From #54~2
N From #57b




#58a
MOTION
8SG: (Stiffly) "No, Sir...I don't:have any personal problems,"
2LT: '"Well, all right, have I made myself clear?"

Go to #31
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#59

&

MOTION

SG: (Loudly and angrily while jumping to his feet) '"Yes, Sir!"

2LT: (Salutes) "Dismissed."

SSG: (Salutes with an angry expression, turns and leaves)
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#60

Last week, I went to "Happy Hour" and didn't get home till after

ten o'clock. We had one hell of an argument and I wound up sleeping
on the couch for three nights. For the last six months, we have had
about a dozen of these arguments, either its about the kids, or the

bills, or my mother-in-law, or the car. It's just always something!

Go to {61

From #44-3
From #50-2
E-71




S. FRAME

Pick one of the following responses:

1. Sounds like it might be a good idea if you and your

wife had a talk with the Chaplain.

Go to #77

2. Was your wife mad because you've been drinking lately?

Maybe I should make you an appointment with the ADACP.

Go to #/66

3. We've all gone through that, I guess. I'm sure it'll

pass and then you can get your mind back on your job.

Go to #31

4, Does she want a divorce?

Go to #67
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From #60
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FEEDBACK FOR {#61-1

EXCELLENT

You are referring SSG Burch to the trained professional who knows

how to deal with marital problems.
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FEEDBACK FOR #61-2 #63

You are assuming too much. You obviously noticed the "happy hour"
comment but you may be way off base. Also, you have suggested a
fairly extreme solution for a problem that you're not sure exists.
As a result, your reaction might make SSG Burch become defensive

and stop effective communication.
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FEEDBACK #61-3 #64

You are telling him that his problem is not very important or unique
and that it will go away. This may all be true, but some people will
react by thinking, "he doesn't understand," "he doesn't care," or

"how does he know, he's tou young to know.'
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FEEDBACK FOR #61-4 #65

Suggesting such an extreme outcome will not do any good. The

fronted with a feared outcome. Rather than try to attack the problem,
it is probably better to refer the problem to someone else who is

more highly trained in personal counseling.
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SSG:

2LT:

#66

"But, Lieutenant--I don't have a drinking problem"

"Well now, Sergeant, we know that a lot of people who have a
problem like this but dor't wani to admii it. Now, I don't

want you or your wife tc worry about this. We have

professionals who can help. We're going to take care of it."

Camera fades as 2LT picks up phone and starts dialing.
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MOTION 167 Iy

&

§8G: (Startled and puzzled) '"Oh, God, no, I hope not!"

- IIPREERRIN Y

¢ S. Frame:

v, |

2 W

Fﬂ 5}

. Alternatives: 25
E-

1. We've all gone through that, I guess. I'm sure it'll

pass and then you can get your mind back on the job.

Go to #31 5

R

e

2. Well then, do you fight like that all the time? !é
Go to #72 "ﬁ

=

3. Was your wife mad because you've been drinking Cj
RS

lately? Maybe I should make you an appointment with o

the ADACP.

Go to #66

, ey e e e
PR AN
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4., Sounds like it might be a good idea to talk wi:h the

Chaplain.

.. fete e 4l e,
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Go to #73

From #61-4
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FEEDBACK FOR #67~1 #68

You are telling him that his problem is not very importan“ -vr unique
and that it will go away. This may all be true, but some people will
react by thinking, "he doesn't understand,” "he doesn't care," or

"how does he know, he's Louc young iv kuow."
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FEEDBACK FOR #67-2 #69

o sd| IR e ] DN

Again, this is an extreme statement, an exaggeration. You may have ﬁ%
¥ il
. csent this message intending one thing but it would probabiy be Sﬁ
X . i
b . o
- received with a very different meaninz. This statement is ta
o

defensive on your part (i.e., you are defending your earlier

; o
" By -’
ks statement about the divorce). Also, it is likely to bring about hﬁ:
u:: o R “3
By a defensive reaction from SSG Burch. Stay away from extreme J
4 : o~

or exaggerated statements. 5
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FEEDBACK FOR #67-3 #70

You are assuming too much. You obviously noticed the '"happy hour"
comment but you may be way off base. Also, you have suggested a
fairly extreme solution for a problem that you're not sure exists.
As a result, your reaction might make SSG Burch become defensive

and stop effective communication.
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#74

Choose one of the following:

Then maybe you could talk with someone at Army Community

Go to #79

Sergeant, I'm going to make you an appointment with the
Chaplain, and you better see to it that you and your wife

keep the appointment.

Go to #31

The Chaplain is not going to preach to you, he's been

Go to {80

Why don't you come in tomorrow at 1300 hrs, I have an
hour and I will give you some help with your marital

problem. T think we can take care of this here.

Go to #31

From #73
From #79
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FEEDBACK FOR #74-1

The Army Community Service deals wiﬁh -

Welcome Center

Loan Closet

Army Emergency Relief

Family Services Counseling

Big Brother

Financial/Home Management Prégrém
Special Children

Neighborhood Association Program
Food Stamp Program -

Child Abuse/Spouse Abuse

Not marital problems

They would probably refer SSG Burch to the Chaplain
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FEEDBACK FOR #74-2 #76

No, ordering the man to seek help is an extreme solution that might
be necessary on same oncecasione, but you nced to try other
alternatives first, SSG Burch would almost certainly question

such an order and when he does go to the Chaplain, he will

probably go with the wrong attitude.
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FEEDBACK FOR #74-3 #77

YES

You are
You afie

without

clearing up a common misconception about Chaplains. Also,
belng persistent in what you feel is the best solution

forcing him to comply.
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FEEDBACK FOR #67-4

at LTI A

You are referring SSG Burch to the trained professional who
1

knows how to deal w

EXCELLENT
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SSG:

#12
(Mad) 'Well, Sir, I don't see what this has to do with
my job. I know what I'm supposed to do here and I get it done.

(Sarcastically) I've been here long enough to know my job."

Go to #54

From #67-2
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Play sequence:

SSG: "We just don't believe in going to church, Sir."

Go to #74

E-88
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From {#61-1
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FEEDBACK FOR #74-4 #18

It would be much better to refer SSG Burch to a professional
counselor. All personal problems are difficult to handle, but’
family disputes are especially explésive. It is better to persist
a little longer with the referral strategy. If that strategy fails
and SSG wants your advise or assistance, then you should not turn
your back on the problem. However, given the fact that you and

SSG Burch are not close friends, age differences, etc., this is

unlikely,

E-89
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#79

SSG: "Well, Sir, my wife is a volunteer at ACS and I don't think

they do that over there."

Go to #74
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MOTION

SSG:

L a
'''''''''

180

"I don't know if I can get my wife to talk to someone in the

Army. She wants me to get out after this enlistment.”

Go to #81
From ff74-3
E-91
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#81

o,

Choices:

Ty Y w F v,
. N ey

1. Well, I'm certainly not going to tell you how to run your
private life. But when something personal is affecting
your efficiency as a soldier, then I get concermned.

I suggest that you iron out your personal problem and
I insist that you improve your performance around here.

Is that clear, Sergeant?

Go to #31

2. I'm going to make you an appointment and I want you to be

there.

Go to #59

3. You'll just have to make your wife realize that this situation
is affecting your efficiency as a soldier. If she realizes
just how important this is to you, she might change her

mind; otherwise, you could talk to the Chaplain by yourself,

Go to #85

From #80

£-92




FEEDBACK FOR #81-1 #82

This is certainly not a bad response, but it may not be the best.

When people initially refuse to see a professional for help, it is

- MR S P LA L X S A LR,

probably a good idea to suggest one or two slightly different

oo S

alternatives, In this way you are persisting without being

ML

pushy. As it is, you are telling SSG Burch to take care of

his own problems.
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k FEEDBACK FOR #81-2 #83

Ordering the man to seek help is an extreme solution that might be

necessary on some occasions, but you need to try other alternatives

i
“il

first. SSG Burch would almost certainly question such an order and

when he does go to the Chaplain, he will probably go with the

wrong attitdue.

‘ | Ak Ak N T s
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FEEDBACK FOR #81-3 #34

This is the correct choice.

1, Youare persisting without being pushy.

You are suggesting how he might approach his wife.

3. You are suggesting two reasonable courses of action.

A. When trying to make a decision or halping someone else

to make a decision, it is important to lay out

different alternatives. These alternatives should

:
E
i
:
g:

be the simplest alternatives possible.

B. If the decision is complex, it should be broken
down into a series of simple decisions. This
process will aid the decision process for the

decision maker.
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#85

§SG: "All right, Sir, 1'll talk with her tonight "

Go to 86

o, LS & AN,

From ¢81-3
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#86

!

E

N

! Choice: 2LT's response.

i 1. Fine, then we'll work on this thing together. I want to

5 follow this thing up and talk with you again later--say next

: week. If you want, I1'll make an appointment with the Chaplain.
I do expect to see improvement in your relations with the squad.
I would like to see you live up to your capability. That's

all, Sergeant,

Go to #31

2. Fine, then we'll work on this thing together. I1'll see you here
at 0800 tomorrow, after you've had a chance to talk with your wife.
1'11 make an appointment with the Chaplain for you today. I do
expect to see improvement in your relations with the squad. I would

like to see you live up to your capability. That's sll, Sergeant.

Go to 31

3. Fine, then we'll work on this thing together. 1 do expect
to see improvement in your relations with the squad. I woyld

like to see you get up to your capability. That's all, Sergeant.

Go to #31

4. Fine, then we'll work on this tafng together., 1'l} see you
here at 0800 tomorrow after you've talked with your wife. If
you wane, ['l! make an appointment with the Chaplain for you
tomorrow. [ do expect to sec improvement in vour reclatjons
with the squad. | would like to see you y2cform up to your
capabilities. 1 want to follow this up and talk with you

again later, say next week at this same time,

From #85

..........................




FEEDBACK FOR #86-1 #87

In general, this is a good summary statement., However, a specific time
and date for the follow-up would be preferable to "sometime next

week." Also, the follow-up should occur sooner than next week.
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FEEDBACK FOR #86-2 #88

In general, this is a good summary statement. However, by making an
appointment with the Charlain today, you are forcing SSG Burch to
seek help and you are also being inconsistent with your last statement

that said essentially, "talk with your wife about this situation firsc."
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FEEDBACK FOR {86-3 #89

This is not a bad summary statement. However, in this situation it
would be very good if you followed up. A specific follow-up time,
date and place should be stated.

E-100
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FEEDBACK FOR {#86~4 #90

4

-

This is an excellent summary statement because you have:

1. 1Indicated your support in this matter.

You have scheduled a definite follow-up meeting date, time

and place.

You have stated that you are willing to provide further

assistance if he wants it,

4, You have reminded SSG Burch that his performance problem

definitely needs to be corrected, that you know he has

P P e Rl LB AR RS L e R Ml
w N

great potential, and that you are on his side,

5. You have informed SSG Burch of your expectations for his

furturc performance.

E-101
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f#91

What do you do after this meeting?

Go to #92
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FEEDBACK FOR #91 #92

L TR T xR R 2

3 1. Write a Memo-for-Record containing the information discussed.

2. Write the date discussed for the follow-up on your calendar.

3. Brief the Platoon Sergeant on how you handled the situation

and what actions you expect of SSG Burch.

4. Monitor SSG Burch's performance and recognize any

g
:
b
¢
.
|
¢
¢
¢
?
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;
?
i
|

improvements.

5. Take the appropriate action if SSG Burch fails to follow

your instructions.

Con S R - g |

6. Be discrete about any information given to you by SSG Burch.

REMEMBER

JUST BECAUSE YOU HAVE MADE A REFERRAL DOES NOT RELIEVE

YOU OF THE RESPONSIBILITY OF THE SITUATION WITH SSG BURCH.

From #91

E-i03
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APPENDIX F

TAKING CHARGE: MEETING THE PLATOON SERGEANT

Daniel P. Gillotti
David W. Reiss

Mellonics Systems Development Division, Litton Systems, Inc.

Jases E. Schroeder, Ph.D.
U.S. Army Research Institute

Fort Benning Field Unit
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Appendix F

Taking Charge: Meeting the Platoon Sergeant

On tihe first day of reporting to your unit of assignment, you car expect
to start your inprocessing with the battajion adjutant. The adjutant will make
arrangements for you to process your personnel file and pay records, and then
arrange for you to meet the Battalion Commander. The Battalion Commander will
probably give you an overview of the battalions mission, how you will fit into
the orcanizational structure, and any other information he deems pertirent to
your duty assignment. Having completed your meeting with the Battalion Commander,

you will probably be introduced to your Company Commander, who will probably

escort vou through the company area. Once this is completed, your Company
Commander will brief you on the corpany's mission and assets, and supply you
with any information pertinent to your duty assignment. Once the Company
tommander has completed his briefing, he will probably make arranje-ents for

you to meet your Platoon Serqeant.
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RACKGROUND - o

YOU ARE 2LT AMES, 3rd Platoon, "B" Company, Ist Bn, 66th Infantry.
You are 26 years old, and had 3 1/2 years prior service before attending

0CS. You have just recently graduated from 10BC, and this is your first

gay on the job. You have raceived an in-briefing from your Battalion
Commander, and your Company Comnander. Your Company Commander informed '
/ou that your Platoon Sergeant, SFC Johnson, has been Acting Platcon Leader
for over two months and is a very fine and capable NCO. You are about to

meet SFC Johnson for the first time.
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TAKE SOME TIME NOW BEFORC PROCEEDING AND THINK ABOUT WHAT YOU WILL SAY
TJ SFC JOHNSON.

0W JOT DOWY A FEW NOTES ASOUT WHAT YOU WILL SAY TO SFC JOH4SON.

€J 70 4
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MOTION

SFC: (saluce ) Sir, Sergeant First C1:<s Johuson reporting 2- directed.

LT: (Returns the Sergeant's salute)
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CHGOSE 0NME OF THe RESPONSES BELOW WHICH BEST DESCRIBES WHAT YOUR FIRST
REMARKS WOULD BE TQ SFC JCHNSON.

1. ['M LTEUTENANT AMES, I'M IN CHARGE OF THIS PLATOON NOW. (GO TO 9)

2. SHAKE HIS HAND, "I'M LIEUTENANT AMES YOUR NEW PLATOOY LEADER,
PLEASE TAKE A SEAT SERGEANT JOHNSON". (GO TO 18)

3. SHAKE HIS HAND, "I'M JOE AMES, YOUR NEW PLATOON LEADER, GRAB A

I

’ SEAT AND LET'S TALK FOR A WHILE; BY THE WAY, WHAT'S YOUR FIRST NAYE?
R (S0 70 13)

i

.

FicM 4

U T ST SR UNE TN SO S S S L ST WP S IR L PO PR




FEEDBACK FOR 5-1

NO

This represents a very formal approach., [t is probably better to be rmore
friendly and considerate toward your Platoon Sergeant. It is true that you
are SFC Johnson's superior officer, but that fact shouldn't prevent you

from treating him with more respect and courtesy. Remember, SFC Johnson has
had more years of Army experience and his help is necessary for the platoon's
success. SFC Johnson is likely to recact to your "I'm in charge here"
approach in an adverse way (e.g. who does this young upstart think he is,
1'11 show him), Remember, you can be a leader and still show your people

respect and courtesy.

F-6




F EEDBACK FOR 5-2

YES

This is an excelleat way to start your initial talk with SFC Johnson.

You are showing SFC Johnson the respect and courtesy he deserves (based

on the information from the Company Commander). It is very important
to get along with your Platoon Sergeant. The two of you will be working

closely together in the months ahead. The initial impression that you create

e el ad ol SN d

wil? have a lasting effect on those around you. This approach is the

kind that will encourage cooperation and keep commynication channels oren.
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FEEDBACK FOR 5-3

NO

This approach is too soft. You certainly want to treat SFC Johnson with
respect and courtesy, but this introduction is probably too informal. This
response may seem patronizing or phony to SFC Johnson. You can be friendly,
courteous, and show respect without being a "“good old boy". Also, use

of first name is probably unwise at this tire and in this saetting. Use

of first name could very possibly compromise the leader-subordinate

relationship that you need to establish and myintain.
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LT: I'm Lieutenant Ames. I'm in charge of this plataion now.

SFC: Yes Sir: (sarcastically) (slight pause)

!
:~.
:
:

"POINT v" LT: Tell me about the platoon, Sat. (demeaningly)

SFC: The platoon is in good shape sir. (sarcastically)
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19

What wouid yaou say now?

1.

Take a seat Sergeant (p:use), perhaps I've come on too strong. I'm a

little nervous about taking over a platoon. (GO TO 12)

That's all Serqeant. (GO TO 11)

[ would like to talk with all of ithe NCOs, and then the platoon as a

whole, as soon as you can arrange it, Sergeant. (GO TO 70)



MOTION

————

LT: That's a1l Sergeant.
SFC: (Stands and salutes) Yes sir.
LT: (Returns salute)

SFC: (Turns and leaves)

END

F-11
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MOTION

LT: Take a seat Sergeant (pause), perhaps I've come on too stronc.

I'ma little nervous about taking over a platoon.

SFC: (face change from anger to neutral) Don't worry about it Lieutenant,

I understand.

GO 70 19

From 10-1
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MOTION

LT:

LT:

Lirig

a0 1014

(Shake Sergeant's hand)

['m Joe Ames, your new Platoon Leader, gqrab a seat and let's talk

for awhile. By the way, what's your first name?

Sir, while I'm on duty my firt name is Sergeant.

Fron 5-3

F-13
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14

What would you say now?

Well Sergeant, if that's the way you want it, that's the way you'll get it.

—t
-

My first name is Lieutenant. Stand at attention Sergeant. (GO TO 15)

2. Perhaps you misunderstocd me Sergeant. 1 was just irying to learn a little

about you. (GO T0 17)

Well Sergeant, I don't consider you on duty when it's just the two of

(93 )
-

us in my office, now what's your first name? (GO TO 16)

From 13




MOTION

LT: Well Sergeant, if that's the way you want it, that's the way ycu'll

get it. My first name is Lieutenant. Stand at attention Serqgeant.

AR L M ]

SFC: (jumps to attention) Yes sir! (1oud1y-and sarcastically)

GO T0 9 - POINT “Y"

-
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From 14-1
F=-15

.............................................
w




MOTION

LT:

SFC:

------------

Weli Sergeant, 1 don't consider you on duty when it's just the two

of us in my office, now what's your first name?

Well, if that's the way you want it. It's Harry--Harry Johnson.

(smiles, sits down, puts his feet up)
Camera fades

END

From 134-3
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16

T T RN Y ' v RS S e VYV YV _ TR R v e e ot S I WL L ieayras ws sunm T S T BT LA T

s Tr e

“e* i S Oy C v PRt v e " <Hl " "

-----



17

MOTION

LT: Perhaps you misunderstood me Sergeant. I was just trying to learn

a little about you.

SFC. It's nothing personal Lieutenant, but if your going to take charue of
this platoon and maintain control, your going to have to use a good
strong leadership approach. Becoming too familiar with myseif or any
of the rest of the NCO's could lead to the couwpromising of your

position as the Platoon Leader.

g 1 e SEERNT L ¥ . Y SN 5 SRR T X, . Ty v - EEEE SRR T T N T .

LT: (a slight pause to reflect on the Serneant's statcment)
You've made a very good point, Sergeant. 1 would appreciate any

further quidance if you see me drifting off center.

SFC: Yes, Sir. 1'11 be gled to help any way I can. ['ve been here long

enough to know what these people need,

» - s R W

GO TO 19 - POINT X"
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MOTION

LT:

SFC:

G0 TO 19

------------

(extends his hand and shakes hands with SFC Johknson)
I'm Lt. Ames your new Platoon Leader, please take a seat

Sergeant Johnson.

(as he sits down) Thank you Sir,

Finm 5.

F-18
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POLT X"

GO TIn 21)

LT:

SFC:

LT:

LT:

SFC:

LT:
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19

Sergeant Johnson, I would like you to know that the Company
Commander has said that you've done an outstanding job 3s
the Acting Platoon Leader for the past several months. |
feel fortunate to work with a Platoon Sergeant of your hich

caliber and I am looking forward to serving with you.

Thank you very much Sir,

(Lt. pauses vofore »esponse) How long have vou been in this

company?

Almost two years now Sir.

Then [ quess you know the soldiers here pretty well?

Yes Sir.

dow about filling me in on the platoon ac you <ee it~

From 12
From 17
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20
MOTICN
SFC: Well Sir, we're in pretty qood shape as far as personnel are
concerned, the first and second squads are full strength, and the
third and fourth are only one man short in each squad.

LT: How do we stand on NCO's?

SFC: We have our full quota of squad leaders and team leaders.

They're hard working NCO's who'll get the job Zone.

LT: How do the NCO's get along with their soldiers'?

SFC: Well Sir, with only minor exceptions they all get along well.

LT: What minor exceptions?

SFC: Sir, Sqt. Cramer, the 2nd Squad l.eader, hits the bottle every

now ¢nd thon and harasces his nen a little.

LT: Tha* sounds sericus.

SFC: Wal) up to now {'ve been able to qet him off to the side and sot

him straight,

GO T0O

F-20 Fram 19
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¢ "NSIDERING SERGEANT JOHNSON'S REMARKS ABOUT SERGEANT CRAMER, CHOOSE ONE
OF THE RESFONSES LISTED BELOW:

L JEUTENANT'S RESPONSE:

1. Sounds like you have everything under control, but kecp me up to

date. (GO TO 25)

2. The nexc time Sgt. Cramer pulls a stunt like that, | want to take

care of it. Something has to be done to stop this. (GO ) 26)

3. Sergeant, let re explain what my policy is on drinking., (GO T0O 32)

Fron 29
F-21
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F EEDBACK FOR 21-1

NOT THE BEST

Your intent is probably to let SFC Johnsdn know that you trust him and that
this matter is his responsibility. However, this is a potentially danaerous
situation and you had better monitor it closely. You should at least have
SFC Johnson inform you of the next occurrence. Since you can't really
determina the severity or frequency of Sergeant Cramer's misbehaviors, you
had better keep on top of it. Also.'you have passed up a good opportunity
to communicate to SFC Johnson your standards on alcohol abuse and verbal

abuse.

F-22
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F ELDBACK FOR 21-2

NO

You are telling SFC Johnson that you don't thirk he can handle tha situation
and/or he has mishandled it in the past. You have no evidence to support
either proposition. It is good that you want to take charge. However,

until you obtain more information on the situation, you should work closely
with the Platoon Sergeant. Finally, you are missing a good opporturity

to establish your policy on aicohol abuse and verbal abuse.

F-23
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FEEDBACK FOR 21-3
VERY GOOD

You are capitalizing on a golden opportunity to state your.rrsiticn on alcohol
abuse and verbal abuse of the troops:

1. You are providing SFC Johnson with specific guicelines.

2. You are offering to work together with SFC Johnson in this matter.

3. You are offering your assistance in getting Sergeant Cramer

professional help if necessary.

TR T TV L VY EEGR A 5 D R e R e N R ) WA e A B =
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You are neither raobbing SFC Johnson of the responsibility nor
placing it entirely on his shoulder.. Rather, you are working with

him and sharing the responsibility,

F-24
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MOTION

LT: Sounds like you have everything under control, but keep me ur

to date.

SFC: Yes Sir (with grin)

Sk 2 AR e N

GO 70 54

Froam 21-1
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MOTION

LT:

SFC:

GO ThH 27

T

The next time Sgt. Cramer pulls a stunt like that, I want to

take care of it. Something has to be done to stop this.

Look LT, I've handled this platoon prétty damned well up till now.

rrom 21-2
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What do you say now?

1. Sergyeant, let me explain what my po]iéy is on drinking. (GO T0 32)
2. It's quite apparent that you can't handle Sgt. Cramer. (GO T2 28)

3. Now Sergeant, let's calm down. There's no need to get angry. Is there

something bothering you that you'd‘iike to talk about? (GO T2 31)

Feom 2~
F-27
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MOTION

LT:

SFC:

G0N TO 29

28

It's quite apparent that you can't handle Sgt. Cramer,

(angry) Lieutenant, I can handie any soldier in this man's Army!

From 27-
o ro 2



What do you say now?

1.

2.

Sc~geant, lot me explain what my policy is on drinking. (GO TO 32)

Then why can't you handle 5qt. Cramer?

(GO TO 30)

From 28
Frem 31

29-
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MOTION
LT: Then why can't you handle Sgt. Cramer?

SFC: You've been here two hours and you're going to tell me how to

handle my platoon.

LT: It's not your platcon Sergeant, it's mine.

SFC: 1€ that's the way vou want it, T nuit,

END
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MOTION

LT: Now Sergeant, let's calm down. There's no need to get angry.

Is there something bothering you that you'd like to talk about?

SFC: No Sir.(angry)

GO TO 29

P




1
MOTION

| LT: Seracant, let me explain what my policy is on drinking. If it

interferes with a soldiers duty performance, or causes him to
be abusive of his fellow soldiers, in this case, "Harassing The
Troops", I will not tolerate it. Get the word out to Sergeant
Cramer as well as the rest of the platcon about my policy. If
Sergeant Cramer needs help with his problem, then I think you
and | have an obligation to see that he gets it, I am willing

to help him all | can.

SFC. Yes Sir, I'11 see that they all get the word.

GO TG 33
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M0TION

LT:

SFC:

GO TO 34

Tell me how we stand as far as training.

We have been training real hard for the platoon tests that

are coming up in two weeks. We took first once, but we could only
manage second place the last two times. It sure would be nice to
grab first place again. Our weak point is weapons, we really need

some extra work in that area.



CONSIDERING SERGEANT JOHNSON'S REMARKS ABOUT TRAINING, CHOOSE ONE OF
THE RESPONSES LISTED BELOW:

L IEUTENANT'S RESPONSE:

1. [ think we should concentrate on our strong points Seraeant,

and let the weak points take care of themselves. (GO TO 38)

2. Wro is our best weapons man? (GO TO 42)

5. 1f we only have one weak point, I guess we arc dning pretty

goed. (GO TO 41)

F-34 From 33
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F EEDBACK FOR 33-)
NO
You should be as concerned with your weak points as you are proud of your

strong points, Here is an opportunity for you to show your interest and

offer some suggestions for improvements.

F-35
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FEEDBACK FOR 34.2
VERY GOOD

You are showinn concern for a significant problem (being weak in weapons
is a significant problem for an Infantry Platooﬁ). By picking this
altarnative ynu are indicating:
1. That ycu are interested.
2. Tnat you want to get more information on the situation (assessina
the platoon's strenqths and weaknesses).
3. That you are willing to take an active part.
4. That you arc willing to work with the other key players in
solving the problem,
5. That you intend to fully utilize the resources that you have

available to you,

F-36
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FEEDBACK FIR  34-3

NO

The chain is only as strong as its weakest 1ink. Weak points don't take
care of themselves, and when the weak point is weapons in an Infantry
platoon, you had better get concerned. Here is an opportunity for you

to show your interest and offer some suggestions for improvement. Don't

{rnore your problems; they won't go away.

e S

F-37
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MOTION

LT:

GG TO 39

I think we should concentrate on yohr strong points Seraeant,

and let the weak points take care of themselves.

Well Sir, we have the expertise in the platoon to correct our

weak points, and if we don't correct them we'll be in trouble.

From 34-1

F-38
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What do you say now?

. Sernqcant Johnson, | really appreciate the lowdown on the platoon; it

sounds like you are really on top of everything. (GO TQ 53)

2. Stay on top of . c-geant and let me know if things don't ‘mrove.
(50 TO 40)

3. Who is our best weapons iman” (GO TO 42)

From 38
F-39 F rom 4]
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MOTION

LT:

SFC:

GO TO 43

Stay on top of it Sergeant and let me know if things don't

improve,

Yes Sir. (puzzled and frustrated)

Trom 39-2

-------
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MOTION
LT:
SFC:

GO TO 3¢

If we only have one weak point, I guess we are doing protty

good.

4211 Sir, we have the expertise in the platoon to correct our

weak point, and if we don't, we'll be in trouble.
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LT:

SFC:

GO TQ 43

¥ho is our best weapons man?

That would be Sgt. Trask, he's a rire Team Leader in the

Firct Squad.
As soor as [ qget my feet on the ground, I would like for all
of us to sit down with Sgt. Trask and get some ideas on how

we can bone up on weapons.

That sounds like a good idea, Sir,

From 342
From 27-3

F-42
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MOTION

LT: How is the morale in the platoon?

SFC: We haven't had any AWOL's in over six months, and no Article
15's in over four months, so morale has been high. Other than
that, we have the occasional marital and financial problem. but

we'll always have those. That's about it, Sir!
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CONSIDERING ALL OF THE REMARKS SERGEANT JOHNSON HAS MADE UP TO THIS POINT,
CHOOSE ONE OF THE RESPONSES LISTED BELOW.

L IEUTENANT'S RESPONSE:

1. Sergcant Johnson, I really aoppreciate the lowdown on the platoon,

Tl s YRS S L0 ey N T K i S, N

a2 n X_u

- e .

it sounds like you are really on top of everything. (GO 70 83)

2. Serce:nt Johnson, when any personal problems come up, [ want

them hrought to my attention irmmediately. (GO T9 4%)

3. Sera:ant Jghnson, [ have all the information I need, you're

dismissed. (G TQ 52)

From 43
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FEEDBACK FOR  44-1

G00D

F( Johnson has provided you with concise, comprehensive, and detailed
information on the platoon, It is very appropriate for you to compliment
him on the report and thank him for the information. You have seized

an opportunity to let Sergeant Johnson know your strategy fer assessing

the Platoon.

F-45

R T T e N I S SRS S .. I T A S SN E e . T S YO R ST
»_s s e I S P T T S S

'_.-'.~"‘.5’_.- Nt .‘-' -". -o' DA AR
S NN IO I AT AT AT 3 S S IR




|
46
F EEDBACK FOR 44-2
:
N0
In order to run a successful platocn, you are going to have to work ;
X
closely with your NCO's as a tecom. Your statement will certainly rat
encrurage 2 te:m spirit in SFC Johnson. 1In fact, it will probablyv

.

alienate Sergeant Johnson (e.a. “This guy thinks he's going to take care of X
A
everthing Yy himself let's see how far he gets"). You should indicate ‘
vour corcarn and support, but let the Chain of Command work by letting ;
x
the WCO's have a part in the problem solving process. ;
E
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FEEDBACK FCR 44-3

NC

This is an abrupt and discourteous closidg. It would be better to thank
SFC Johnson for the information. Also, you haven't informed SFC Johnson
of your plans for the immediate future (e.a. how you intend to operate,

how you irtend to ineet the platoon, etc.).

F47
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HOTION

LT: Sergeant Johnscn, wher any personal problems come up, ! want

the: brought to my attention immediately, °

SFC: %21l Sir, in that case let me fill you in on what's happeninag.
Private Jones has a oregnant wife who ... (camera switchas to
clock 0839 ind sound fades, clock goes to 0930 ... and that's

about i: S, What do vou want to do about them: {smiling)

G0 T0 49

F-48
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STILL

what do you say now?

1. Sergeant, it seems | made a mistake, These are obviously pro:lem. that
you NCO's should handle. I want problems handled at the lowest level
in the chain of command that's possible. (GO TO 50)

2. Sergeant, I want to talk to each of these men later today. (GO TO 51)

F49 From 48
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MOTION

LT:

SFC:

G T0 53

-------------

Sergeant, it seems I made a mistake. These are obviously problems
that you NCO3's should handle. I want problems handled at the lowest

level in the chain of command that's possible,

Yas Sir, [ agree.
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51

LT: Sergeant, | wanrt to talk to each o7 these men later today.

SFC: Sir, there are over a dozen of them. don't you want the Jruad

Leaders to handle these probloms?

T

G) TO €9
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VBT N

LT: Sergeant Johnson, I have all the information 1 need, you're

L el g

dismissed.

[ i

SFC: Yes Sir ... But Sir, don't you want to meet the rest of the men?

50 TC 54

From 44-7%
F-52
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LT: Serceant Johnson. ! really appreciate the lowdown on the
nlatcon, it sounds like you are really on top of everythina.
i feel fortunate in have a Platoon Sergeant with your experience.
I don't plan on making any changes right away, it would probably
ne best for me to observe the platoon for a few days and talk

with you if | see some things I am not familiar with,

SFC: That sounds fine with me, Sir. 1'11 be glad to help in any

way [ can.

30 70 ud

AT FTEENTYS vy Ve OV ER. Y, T ey T A Y I R T S S ER T EEENE A STYE

.. S HENT, ¢

s

Frem 501
From 2]
:"n P !r\—'

RE ¥ AV W B A AV BV AP e N Y

F-53

AN I ST I SN -
AASATE YL M ChY \_,.\,._‘.‘, _.\ '-, _;. *.'j; \ "1.“ \ .




stily

A o > TR N PN A |
.
(O]
P43

= s

CHOOSE ONE OF THE LIEUTENANT'S RESPONSES LISTED BELOW:

1. [ don't think there will be anything else today Sergeant Johnsun,

you're dizmissed. (GO 70 60)

2. I would Yike you to get the platoon together immediately so I can

t 1k to thcm Sorgeant. (GO TO 61)

T EREX I XTI T S Ry AT x0T T A 8

2. I would like you to get the Squad Leaders together so that ! can
sat them straight on my policy, Sergeant. (GO TO 62)
E
4. [ would like to talk with all of the NCO's, and then the platoon ,
a3 a whole, as soon as you can arrange it Sergeant. (GO T0 71)
5. [ would 1ike to talk with the platoon, and then the NCO's as |
»
scon a5 | have finished v th the platoon, would you a~range that i
Serqeant? {50 70 63) k
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Fram 53 !

! Fromn 61 .
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FEENBACK FOR 54-3

NO

You had better make arrangements to mect the other members of the platoorn.

F-55
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FEEDBACK FOR 54-2
e

When you'r2» zalking about a group of people, where different duties and

schedules are involved, it's difficult to do anything "immediately". It
is rore reasonable to ask SFC Johason to make arrangements for such a

meeting so that it can be plannecd around existing schedules.

F-56
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F CEDBACK FOR 54-3

NO

This is a negative statement. You are assuming the squad leades nced

"setting straight”, and this is not compIetely supported by the information

you just received.

F-57
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It ts a good idea to have an initial meeting with the NCO's and tlateon
rambers, it shows courtesy to follow the Chain of Command downward by

talkine with the squad leaders boefore talking with the whale platcon.

F-58
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rEEDBACK FOR 54-5

NO

It's good that you are arranging initial meetings with the squad ieaders
and the platoon. However, it woulu be courteous to foillow the Chain

of Command Jownward and taik with the NCQ's before the platoon membors,
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MOTION

Alr

SFC:

LT:

[ din't think there will be anything else today Sergeant Johnson,

you're dismissed.

(stands and salutes) Yes Sir.

(returns the salute)

(turns and leaves)

END

F-60
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MOTION

SFC:

LT:

SIC:

i would lika you to get the platoon together immediately, 4o

can talk to them Sergeant.
Sir, thev're not available riaht now, they're in NBC class.
#4211 get them out immediately,

Sir, are you sure you want me to take them out of class!

Fro- 4-2

F-61
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MOTION

LT: I viould Tike you to cet the Squad Leaders together so that I can

set them straight on my po1icy, Sergeant.

Set them straight on which policy Sir?

AT AT 4 AT

LT: Just do it and you'll find out.

SIC:  Yes Sir,
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LT: Rismissed,

Moy A J

MR E

SFC:  (stands and salutes)

TV TN R Yy T

LT: {(returns the salute)

SFC:  (turns and leaves)
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Lis T owould Gike to talk with the siatoon, and then the NO7 75 e

scon as [ nave finishcd with tre platoon, would you arranqe

that Seraean.?

o~

SFC: Well LT, I think ysu ought to brief the NCO's firue,
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What dn vou Say now?
1. You're right Sqt, (GO TO 65)
2. whr) (GO 7O €4)

3. HNo, I want tha uen to know that I feel they're ioortant. (50 T0 #9)
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Gn 10 N

iou' e right fergeant.

F-65
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MOTIOY

LT: Why?

SFC: T think ycu ought to follow the Chain of Command and brief .

GO TO 57
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STILL :
What do vou say now?

1. You're right Sergeant, (GO TO 6%)

2. 1've got my reasons Sergeant, do as [ have ordered. (GO TO 68}
L
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MaTLON

Q LT: 1've vot my reasons Sergeant, do as | have ordered.
i 5FC: But Sir .
e, :
t-' :
! LT: (interrupts) That will be all Sergeant.
: *
z . . . .. :
™ SFC: (stands and salutes) Yes Sir, :
n LT: {returns salute) :
-, 'f
o {
3 :
i 5FC:  (turns and leaves) i
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MOTION

o

SFC:

LT:

SFC:

-4

o, I want the men to know that ! feel they're important.

But Sir ...

(interrunts) That will be all Sergeant!

(stands and salutes) Yes Sir.

(returns selute)

(turns and leaves)

END

F-69
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LT: 1 would Vike to talk with all of the NCO's, and then the p*atenn

as a whole, as soon as you can arrange it, Serqeant.

50 TO 71
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MOTION

— - —

SFé: A1 right, Sir, the platoor is in an NBC class riaht rov. as soon

3s it's over I'171 get the NCO's together for you.

LT: Thaet's all Sergeant,

SFC: (s*nds and salutes) Yes Sir,
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LT: (returns salute)
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APPENDIX G

TAKING CHARGE: MEETING THE NCO“S AND THE PLATOON
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TAKING CHARGE: MEETING THE NCO'S AND THE PLATOON
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APPENDIX G

Part 1

Taking Charge: Meeting the NCO's

BACKGROUND

You are 2Lt Ames, 3rd Platoon, B Company, lst Bn, 66th Infantry.
You are 26 years old, and had 3% years prior service before attend-
ing OCS. You have just recently graduated from ICBC, and this is
your first day on the job. You have received an in;briefinq from
your Rattalion Commander, and your Company Commander. In addition,
you have met SFC Johnson, your Platoon Sergeant. You lave spent
approximately one hour with him discussing the platoon personnel,
and have given him an cutline of how you expect the piatoon to
function. You have requested that SPC Johnson assemble &ll the
NCO's in the platoon so that you may speak te them as a group. You
have also requested to speak to the whole platoon after your talk

with tho NCO's
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STILL

TAKE SOME TIME NOW AND THINK ABOUT WHAT YOU WILL SAY TO THE NCO's.

TAXE SOME TIME NOW AND JOT DCWN A FCW NOTES ON WHAT YCU WILL SAY

TO THE NCO's.
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(12 NCO's come to the position of attention)
G-3

CATLS "ATTENTION!tt"
"AT EASE."
GO TO 4

MOTICN
SFC:
LT
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STILL

CHOOSE ONE OF THE RESPONSCES LISTED BELOW WHICH BEST DESCRIBES YOUR

OP.INING REMARKS TO THE NCO's OF THE PLATOON.

P
-

¢

!

1. My name is Lt. Ames and I'm taking charge of this Platoon.

I
"

My name is Lt. Ames, I'm your new Platoon Leader. 1I've

heard some very good things about you, and I'm happy to

S | 9 el KA

be working with you. (GO TO 11)

(NS

3. My name is Lt. Ames, off the record, Sgt Johnson will

W

R RO A WL APl el ngr el e
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stay in charge of the Platoon until I gct my feet on the i
=
ground. (GO TO Ba) ~
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FEEDBACK FOR 4-1

NC

It's good that you want to take charge, but this approach will

o

prohbably alienate the NCO's (e.g., "Here's another typical 2Lt

who's still wet behind the ears, but thinks he's going to run the

o |

.
.

whole place by himself.")
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FEEDBACK FOR 4-2

VERY GOOD

This is an excellent introduction. You are showing the NCO's
respect. Also, you are indicating a willingness to work with
the NCO's as a team. This cocperation will he necessary for the

success of the platoon. You are aetting off on the right foot,



FEEDBACK FOR 4-3

NO

s,

1t is true that you intend to keep a low profile for a few days

or weeks while you assess the platoon, and get your feet on the

ground. However, telling the NCO's that Sergeant Johnson is still

in charge (even informallyj, is a poor choice of words. If you

want the NCO's to know about your strategy for assessing the platoon,

- :..
-l )

.

'
s %

tell them in a manner that won't compromise your credibility as

a leader.

.
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MOTION

L?: My name is Lt. Ames and I'm taking charge of this platocn.

{in very possessive manner)

T

Camncra moves to NCO's, some looking at each other and smiling,

Platoon Sergeant is angry, holding head in hands.
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MOTION

LT: My name is Lt. Ames. Off the record, Sergeant Johnson will

stay in charge of the Platoon until I get my feet on the ground.

SGT JOHNSON: (Look of surprise and delight.)

GO T0 9

From 4-3
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: STILL
\
{
What do you say now?
] .
l. One reason I called this meeting is to tell you that I
don‘t plan to make any major changes in platoon policies
right away. (GO T0 11, point 2)
) 2. 1 plan to make this platoon the best in the BN. I just
i graduated from IOBC and I know how to run a platoon.
é sifective immedxately we'll do things my way. (GO TO 10)
A
h S
A
)
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MCTION

LT: I plan to make this platoon the best in the Bn. I just
graduated from IOBC and I know how to run a platoon.
Effective immediately, we'll do things my way.

Are there any question? (GO TC 13)

Camcra shows NCO's raising cyebrows and smiling.

From 9-2
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MOTION

Lt. Speaking to the NCO's:

My name is Lt. Ames, I'm your new Platoon leader. 1I've
heard some very good things about you, and I'm happy to be
working with you. I hope you will cooperate with me as well

as you have with Sqt. Johnson, while he was the Acting Platoon

t.cader.

T E ¥
PSS

t

-52

Point 2: One reason I called this meeting is to tell you that I

don't plan to make any major changes in platoon policies right

‘? .,.:._r- "‘)

away until I know thc platoon better. I want you to continue

N

S

running your squads as you've done before.

Sgt. Jonnson has told me that the platoon has taken sacond

,

flace on platoon tests on a number of occasions, and that

sy

L4

you took €irst place once. I think that's commendarle,

v
2

'

‘mr gonl frem this jcintforward is to be number one in every- o

thing we do.
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MOTION

(Lt. discussing discipline and morale.)

1f ycu lave any discipline or morale problems with your men, come
and see S pyecat Johnson or me and we will do everything we can

to help you.

{Lt. discussing persvnal proolems)

I{ you have a personal problem fecl frce to come and sce Sergeant
Johrron or myself.

If one of your men has a personal probem and wants to sec me,
make surce he geta a chance to do so; however, I do expect all
platcon members to use the Chain of Comrand to ensure that you,
as: Squad Leaders, have an opportunity to solve the prohlem before

it veaches Sgt Johnson or myself.,

I.7: As soon as T'yve had an eppertunity to obsvrve che men and
ant to know the routine, «we'll have anoth. » mecting, At
tian time, U wpe to make ane changes op new o olioen chiel

thank wiil odprtieve te pleteon, de'll talk them over Loe
Core we jump inowit!l both T o0t. Tees anyane hase oue: ciops
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MOTION

SGT. Cramer: Well, Sir, my squad has becn split up in separate
rooms for a couple of mon.ths now, and I think it ought to
be somebody else's turn, don't you? I think 2nd Squad

ought to get a break cnce in a while!

GO 70 14
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STII.
Considering Sgt Cramer's rcmarks, choose one of the responses listed

below:

LICUTUNANT' SRESPONSE :
1. Sgt. Cramer, I understand your concern for your squad.
As I «aid cariier, T would lika a couple of days to see

what's going on. {50 to 20)

(4

W
e 2. In all fairness, I think you arc right. 1I'll sec to it
- that Sqt. Johnson takes care of it immediately after

this meeting. (GO to 19)

3. You really care about your troops, don't you, Sgt. Cramer.
(GO TO 18)
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FEEDBACK FOR 14-1

VERY GOOD

You are postponing any decision until you can get all the facts
and talk to the other people involved. Also, you have indicated

a time frame in which a decision will be made. (Whencver you post-
rone a decision, it is a good idea to jot down a note on your
calendar <o that you won't forqet to follow-up.) fiven what you
have been told about Sgt Cramer, you should at least talk with

the Platoon Sergeant privarely before making any decision,
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FEEDBACK FOR 14-2

NO

You have apparently remembered SFC Johnson's remarks about Sgt
Cramer. However, this i{s not the time or the place to bring up

the issuc or to performance counscl Sgt Cramer. The NCO's will
preiably misunderstand your meaning. Neither Cramer nor the other
NCO's are going to realize that you even know about the alcohol and
verhal abuse problem. Therefore, they will probably interprot

your <arcastic remark as indicating a hostile attitude toward all
NCO'. wr being arked questions. Finally, you have not answerad

St Cramer's question,
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FEEDBACK FOR 14-3

NO
Sgt Cramer is the man that SFC Johnson has earmarked as a potential
problem. Therefore, you should be lecery of any questicns he

asks until you have had time to fully analyze the situation

{e.g., there may be a good i’eason for Sgt Cramer's squad being

SRR

split up). Since you are not fully informed, you should at least

consult with the Platoon Sergeant before making a docirion.
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| 13

MOTTON

LT: You really care about vour troops, don't you Sgt. Cramer?

{3arcastically)

Syt. Cramer: What do you mean by that? (angrily)

LT: ell, SFC Johnson told me about how you've been mistreating
your squad.

{Syt Cramer angrily stares at SFC Johnson who looks disgusted
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MOTION

LT: 1In all fairness, I think you are right. 1I'll see to it that

Sgt Johnson takes care of it immediately after this meeting.

(5qt Cramer smiles at SFC Johnson who frowns and shakes his hecad)

FADE

GO TO 20a

rrem 14=?

G-20

W PR ¥ TG TR Y WANEE WL W e ey S § P Gy e R TR

@ v o cagumm e ® _ 4o g § T S AT g § & P " P - L P S S O o " v ISR O T Tgmyg-g-y NN § g ¥V &



20

MOTION

LT: Sgt Cramer, I understand your concexrn for your squad. As I
said earlier, I would like a couple of days to see what's
qoing on. You know, kind of see things as they are before we
make any moves. We'll get together in about a week and
wce where we stand tren.

SCGT CRAMER: You know, Sir, all cof those barracks are pretty
crummy.

L7: gt Cramer, care and maintenance of billcts is your respon-

fibility as NCO's. I am not about toc get in ycur business. 1

suguaent you dircct those types of questions to SFC Johnson. If

there are no further question, 1'll turn ycu over to S$FC Johnson

at this time.

SPC: Calls "ATTENTION". (all RCC's come to the position of

attention)

(SFC salutos the Licutenant. Licutenmtiurns and lecaves.)

GO T 207

Jorm 14-1
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STILL

You have now completed your meeting with the NCO's. SFC Johnson has made

arrangements to asscemble the whole platoon, so that vou can address them.

(70 TC 21)
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y

; STILL

E Take some time now and think about what you will say to the platoon.

b

b

3

3

o

‘rfake some time now and jot down a few notes on what you will say to the

l platoon.

k GO TO 22
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MCTION

SFC: Calls "ATTENTION!" ({Platoon comes to position of attention)

LT: “AT EASE".

GO TO 23
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STILL

CHOOSE ONE OF THE RAESPONSES LISTFD PELCOW WHICH BEST DESCRTRES YOUR
OPENING REMARKS TO THE MEN OF THE PLATOON.

1. My name is Lt. Ames and I'm taking charge of this platoon.

(GO TO 27a)

2. My name is Lt. Ames, I'm your new platoon leader. (GO TO 27)
3. Hi! I'm Joe Ames. If you have any probloms, come and see mc.

1y door is always open. (GO TO 27)
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FEEDBACK FOR 23-1

NO

You can take charge without being a dictators This approach would

be abrasive to most troops. Your're probably starting out on the

wrong foot.
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FEEDBACY. FOR 23-2

EXCELLENT

1. You are accurately complimenting your men on their past performance.

2. You are creating a spirit of cooperation by saying that you intend
to work with them.

3. You uare establishing a feeling of friendliness without compromising
the authority.

4. You are establishing a fecling of respect for your men.
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FEEDBACK FOR 23-3

NO

You are trying too hard to be friendiy. By doing so, you will lose
much of the Commanding authority of an Officer. Your leader-subordinate
relationship will be jeopardized. Second, you should encourage use

of the "Chain of Command". Your statement makes it sound like "Don‘t

bother with talking to the NCO's, come straight to me™. You will not

have time to handle all problems that come up, Alsn, the NCO's could

be alicvnated by the possibility of heing left out of the problem

solving process,
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MOTION

LT: Hi! I'm Joe Ames, if you have any problems, come and see

me. My door is always open.

LAY

Camera shows platoon members smiling and NCOs shaking their heads

and smiling)

Q-J‘.

GO TO 28, Point R)
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27a

MOTION

LT: My name is Lt. Ames and I'm taking charge of this platoon.
(One or two privates look at each other with disgust and
b shake their heads)

LT: Does anybody have any questions?

(50 1™ 29)
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* Appendix G 28
Part 2

Taking Charge: Meeting the Platoon

LT. ADEESSING THE PIATOON LATER THAT SAME DAY.

¥y name is Lt. Ames. I'm your new Platoon Leader. I have just
recently graduated from IOBC, and I received my commission from
0CS after 3% ycars as an enlisted man. During that time, I served

a: a Rifleman, a Machincgunner, and a Fire Team Leader, so I have

&2

a pretty good idea about v;'hat's qoing on from your viewpoint.

()

£ "hy €

Point F - I've only been in the company one day and already I've heard

o e

nothing but good thirgs ahout this platoon. 1 commend you all

"
-"A

for having such a good 1eputation and I am looking forward to

Y.<

working with all of you.

I 'wwve a few basic standards that I want each of you to undar- ::1.'
=
stand, If vou have any gripes, complaints, or problems, use vour }

VRS

Chain of Cemmand by talking with your Squad Leader. If the
protlem cannot he handled at their level, they will move it up N
the Thain to either the Platoon Sergeant or myself. 11 expect ,
your appearance and military bearing to be sharp at all times,
and I expect you to do the best jeb vou can. 1 believ: that men
who aork hard and do 2 aond job should be rewarded for it, and

(&

these that don't caryy their share of the load, should w3t got

B LruXA

the rare privileage: as those that Jo.
=t oaoal of this platoorn from this point forward ia te re pumber
ons in cverything we do. Cur first major challenge s the Plateon

Tent L we have coming up.  1f we work together as a team, wo

cr "R

L4311 have the hest plateon in the battalion,

G-31
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Before I release you for chow, does anyone have any question?

Private Reed raises his hand.
Lt: Yes?

PVT. Reed: What's your policy on promotions?

GO TO 0
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STILL

CONSIPERING THE QUESTION ASKED BY PRIVATE REED, CHOOSE ONE OF THE RES-

PONSES LISTED BELOW WHICH BEST DESCRIRES YOUR ANSWER:

Lt's Response:
1. Well, as I said earlier, I intend to see to it that if you
work hard and do your jobh, you will get rewarded. (Go to 46)
2. My policy is that there won't be any promotions-unless we
take first place in the platoon tests. (Go to 34)

3. UWhen it's time fcr vou to get promoted, come and see me

A A

and 1'l11 take care of it. (Go to 38)
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FEEDBACK FOR 30-1

YES
1. You are stating your policy on rewarding good performance.
2. You have realized that you shouldn't say anything too specific -
until you determine the Company's policy on Promotion.
3. You have promised to get the relevant information and have :
it available as soon as possible. (It would be wise to
make a note on your calendar to obtain the information. It

would be cmbarrassing if PVT Reed asked you next week

e -y

and you still hadn't checked it out.)
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FEEDBACK FOR 30-2

NO
1. This is not the way to use a potential reward.
2. This statement is vague;‘ It's hard to tell what you mean
except that it's a threat.
3. You don't have authority to make this statement.
4. You had better check éhe éompany's policy on promotion

before you say anything too specific.
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FEEDBACK FOR 30-3

NO
You are getting ycurself into trcuble:
1. You should receive input from the NCO's.

2. You do not have authority to give a promotion, only to

recommend for promotion.

Pl LIS~k 3
w
.

You had better check out the company's policy on promotions

before you promise anything.
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MOTION
I LT: My policy is that there won't be any promotions unless we take
" first place in the platoon tests.
g
{Platoon gives collective sigh of disgust, PLT SGT shakes head in ;
disqust)
PVT Wolfe stands up: I don't think that's legal.
:
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GO TO 35
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STILIL

What de you say now?

1. Anything I do is legal Private. Any other questions?

(Go to 36)
2. Any other question? (Go to 37)

My point is that I want our platoon to be the best and I will

do my best to reward those who do well. (Go to 45)
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MOTION

LT: Anything I do is legal Private. Any other questions?

(GO TO 47)
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MOTION

LT: Any other question?

(GO TO 47)
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MOTION

LT: Wwhen it's time for you to get promoted, come and see me and

I'1l take care of it.

PVT RBced: Well I was elegible for promotion last month, and wasn't

promoted . Can you do soﬁething about it?
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STILL

What do vou say now?

1. 1I'll check into that and let you know. (Go to 40)

2. Let's take carc of that right now. SGT Johnson, why wasn't

this man promoted? (Go to 41)
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MOTION

LT: 1I'll check into that and let you know.

Private Reed shows approval and sits down: Thank you, sir.

GO TO 47

o

Of .S ArAmnPr

T

RO

From 39-1

G-43

N EERRRE RS S rEEAa s R

t ]
& e
DR A




41

MOTICN

LT: Ic«t's take caxe of that right now. Sgt Johnson, why wasn't this

man promoted?

SGT Johnson: Sir, I think we ought to discuss this later. (look of

embarrassment)

GO TO 42
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STILL

What do you say now?
1. You're right Sergeant. i'll get back to you later.
(Go to 43)

2. No, let's take care of this right now. (Go to 44)
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MOCTION

LT.: You're right Sergeant,

you later.

PVT Reed sits down.

GO TO 47

{Turns to soldier)
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MOTION
LT: No, let's take care of this right now.
SGT Johnson: (Embarrassed and Aisgusted) Well sir, PVT Reed was a
Rehab transfer from Charlie Company, because of a drug bust.

(Platoon whispers and PVT Reed looks embarrassed and sits down)

LT: There's your answer, any other questions?

GO TO 47
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MOTION:

LT: My point is that I want our Platoon to be the best and I will

do my best to reward those who do well.

PVT Wolfe: All right, sir. (sits down)

LT: Arc there any more questions?

GO TO 47
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MOTION

LT: Well, as I said earlier, I intend to see to it that if you work

As to specifics,

hard and do your job, you will get rewarded.
I haven't had time yet to find out Company policy on Promotion.

L In a couple of days I can answer that question for you.

PVT Reed: O.K. sir. (sits down)
LT: Any other questions?
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MOTION

Private Smith waves his hand.

LT: Yes?

PVT Smith: The last Lieutenant made us get a haircut every week.

How about you?

GO TO 48
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STILL

CONSIDERING THE QUESTION ASKED BY PVT SMITH, CHOOSE ONE OF THE

RESPONSES LISTED BELOW WHICH BEST DESCRIBES YOUR ANSWER:

Lieutcnant's Responsc:

1. Private, I think everyone in this platoon should be treated
equal! ©Iveryone in this platoon will get their hair cut
once a week. (Go to 52)

2.

More important than the length of your hair, is how you do

your job. (Go to 53)

Army requlations clearly state the Army's position on

personal appearance and haircuts. (Go to 54)
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FEEDBACK FCR 48-1

NO

Most soldiers don't need ¢ .aircut once a week to meet Army regulations
on personal appearance. This policy will probablyalienate many platoon
members. Also, yoﬁ have made the statement without any discussion with

the NCO's. The NCO is responsible for insuring that subordinates

maintain established standards of personal appearance and hygiene, pro-

per wearing of the uniform, and of military courtesy.
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FEFDBACK FOR 48-2

NO

This is probably a license to steal for many of the troops. Further,
your statement on personal appeargnce' will inevitably be inconsistant.
with the Army's policy. Finally, you have stated your policy without
talking with the NCO's. The kco is responsible for insuring that

subordinates maintain established standards of pcrsonal appearance

and hygiene, proper wearind of the uniform, and of military courtesy.
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FEEDBACK FOR 42-3

YES

1. You have referenced the Amy's policy on personal appearance
and stated that it will be uphelé.

2. The NCO is reéponsible fdf inéuring that subordinates maintain -
estabiished standards of personal aépeatance and hygiene, proper
wearing of the uniform and of military courtesy. Therefore, you
have correctly referred Pvt. Smith to his NCO.

3. You are backing up your Squad Leader's authority in the

matter of personal appearance.
4. You have reminded the Squad leaders of their responsibility

for personal appearance.
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MOTION

LT: Private, I think everyone in this Platoon should be treated
equally. Everyone in this platoon will get their hair cut once a

weer.
(sich of disgust---NCO's shake head)
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MOTION

LT: More important than the length of your hair, is how you do your

job.

(NCO's slaking their heads no)

LT: Any other questions?

(GO TO 55)
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MCTION

LT: Armmy regulations clearly state the Army's position on personal
appearance and haircuts. Talk with your Squad leader. It's
his job to see to it that standards of personal appearance and
hygienc are maintained. If your Squad Leader tells you to get
a haircut, get a haircut,'whethcr that's once a week, or once

a month.

PVT Smith: Thank you, sir. (sits down)

(NCC's nud in approval)

LT: Any other questions?
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MOTICN

Privatc Gordon stands and raises his hand.

LT: Yes?

PVT Gordon: My upper handguard's cracked. What you gonna do ‘bout

it?
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STILL

CONSIDERING THE QUESTION ASKED BY PRIVATE GORDON, CHOOSE ONE OF THE

REPSONSES LISTED BELOW WHICH BEST DESCRIBES YOUR ANSWER:

Lieutenants Response:

1.
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Bring that handguard to me, Private. 1I'll take care of

it. (Go to 60) .

If any of you are having a problem with your equipment, talk
to the supplv Sorqein;. That's his tesponaibil%ty.

(Co to 61) |

1 think vou nced to talk to your Squad ILnader. If any of
you are having problemswith your ccuipment, talk to vour

Squad Leadcr. That's his responsibility. (Go to 62)

From 55

c-59

-------

% "

i

R

'm

-y gy
Wl
M
LI L

7

b

;
%!

- »
L 'l.q' R
. . -
..'-‘.'. '.'.“-

Ik oA

rﬁ‘ -
PR



57

FEEMBACK FOR 56-1

NO

It is good that you are showing intgrest and concern for your men.

However, you are assuming a responsibility that belongs to the

Squad Leader. The NCO's will insure that the individual arms and

equipment of subordinates, and all other government property issued to

the Platoon is properly maintaincd and accounted for at all times.

Thus, vour statcoment may alienate the NCO's. Also, you won't have

timc to take care of oquipment problems.,
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FEEDBACK FOR 56-2

NO
.

1. The Supply Sergeant is not the man the Private should see about an
equipment repair problem. In this case, the Squad Leader is the
person responsible. Shou%d the Squad Leader decide a new hand-
quard is needed, the Supply Sergeant will be contacted by the
Squad leader.

2. The NCO's will insure that the individual arms and equipment of
subordinates, and all other govcrnment property issued to the

Platoon is properly maintained and accountrd for at all times,
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FEEDBACK FOR 56-3

YES

.

The NCO's are responsible for insuring that the individual arms and
equipment of subordinates, and all other government property issued
to the Platoon is properly maintained and accounted for at all times.
You have correctly rcferred PVT Gordon to the right man. Also, by

saying this in front of the entire platoon, you have supported your

AT R A I N T N L

NOC's while reminding them of this responsibility.
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MOTION

LT: Bring that handgquard to me: Private,

I'11l take care of it.

Several other soldiers Jump up:
My entrenching tool is broken.
My wall locker is broken.
My mask won't fi¢ right.

LT: ox

0. I'l1 take care of those things after,

(NCO's shaking heads)

LT: Any other questions?
GO 10 63
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MOTICH

LT: If any of you are having a problem with your equipment, talk to

the Supply Sergeant, that's his responsibility.

PVT Gordon: Yes Sir (sits down)

{NCO shakes his head)

p N g S N L Y <l

LT: MAny other questions?
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62 L

: MOTION
1
LT: I think you need to tall. to your Squad lLeader. If any of you
are having problems with your equipment, talk to your Squad
; leader, that's his responsibility.

PYT Cordon: Yes, sir. (sits down)

LT: Any other questions?
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63
MOTION
P4 Jcnson raises his hand.
LT: Yes?
SP4 Jenson: Sir, I know we're going to be in the field training
for Platoon Tests, and I'd like to be able to tell my wife where
I'l1l be so she can get hold of me. She's pregnant and due
any day now.

LT: Who's ycur Squad Lcader?

3P4 Jenson : 3gt. Ruiz, sir.

GO TO G4
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64 .
STILL

CONSIDERING THE QUESTION ASKED BY PRIVATE JENSCN, CHOOSE ONE OF THE

RESPONSES LISTED BLLOW WHICH BEST DESCRIBES YOUR ANSWER:
Lieutenants Response:

1. Well, Sgt luiz is accountable for your location. Why don't
vou check with him. (Go to 75)

2. Syt Ruiz, put this man on pass immediately, and keep him on
pass until his wife has that baby. (Go te 69) '

3. Specialist, once we lecave for the ficld, our primary concern
is training. (Go to 73)

4. Sgt Ruiz, take this man to the 1Sgt. He's responsible for

pregnant wives. (Go to 74)
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assigned missions by training subordinates in the basic skills and

attributes of a soldier.

[ ]
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FEEDBACK FOR 64-1
YES
The NCO's are responsible for preparing subordinates to accomplish
i The NCO's are also accountable for the location and actions of sub-

ordinates while in a duty status. You have referred PVT Jenson to

4+
'
L
4
Al

the right man. You have also reinforced the NCO's authority while

reminding them of their responsibility.
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FEEDBACK FOR 64-2

NO

You are trying too hard to be a égood guy". This action is too
extreme {(at least until you find out more ahout the situation). At
the very least, you should consult with the Platoon Sergeant and Squad

Jeader hefore you make such a decision.
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FEEDBACK FOR 64-3

NO

This statement indicates lack of concern and lack of respect. Training
is one of your primary concerns, but the morale and attitudes of your .

men must also be considered.
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FEEDBACK FOR 64-4

NG

Besides being humorous, this statement is incorrect. The 1Sgt

is far too busy to run a messenger service for expectant mothers.
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69

MOTION

LT: OSgt Ruiz, put this man on pass immediately, and keep him on

pass until his wife has that baby.

SGT Ruiz: But sir, we nced him on the cxercise. He's the radio

operator.
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70

|

What do you say now?

1. Well, then why don't you let him know where he's going to
be so he can tell his wife? (Go to 71)

2. I think his family is important. Put him on pass. (Go to 72)
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71

MOTION

LT: Sgt Ruiz, why don't you let him know where he's going to be, s0

he can tell his wife?

SGT: Yes sir,

GO TO 76
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MOTION
LT: I think his family is important. pPut him on pass.
Specialist smiles.
$GT Ruiz frowns.
Platoon Sgt shakes his head no.
GO TO 76
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73
MOTION

LT: c¢pecialist, once we leave for the field, our primary concern is

training.

(SP Jenscon mad, disgusted sits down)
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MOTION

LT: Sgt Ruiz, take this man to the ISG. He's responsible for

pregnant wives.

{Everyone laughs. DPlatoon Syt Shakes his head no)

GO TO 76

T N Y V.Y Y, Y Y U T T A AT RS I T AT W B

K
"
&
-

L A
' A

RARRR R

-2,

From 64-4

G-77

A s

AN '

., 1

-
h)

:?:f:f‘ PCAOAD
3 S N WS A A

-.A-.-.“-.‘.-... "l “. Ul .-"o."-h"‘u.“:-‘ 'O.-'.....-..‘..‘q-“.-".-‘. ".;.‘_-.' “.'..-‘.~-'.l...‘.-'0 - -" \a “-... -.' --' ..' e '.--'_.- "-"-. . - - w .-'..': o --.'. -
RS IR ROE N AT I 3 ST TR MR A A R O R ARSI Y S AT IR AL TS AR P



MOTION

LT: Well, Sgt Ruiz is responsible
Why don't you check with him.
PVT Jenson: Yes, sir.

(sits down)

GO TO 76
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76
MOTION
LT: .Are there any other questions?
(NONF}
LT: I'm sure we can all work f:ogethcz.' to make this the best platoon
in the battalion. I'.ll tarn you back over to Sgt Johnson now.

(turns to the nNlatoon Sergeant) Sergeant Johnson, take charge.

(turns and leaves)
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APPENDIX | §

Performance Counsellng

BACKGROUND

You have been the Mortar Plt. Ldr. in A Company for the past two
months. During this period, veu have had numerous discussions with
$.¢ Smothers, your Plt Sgt. With SFC Smothers' assessment of the
personnel, coupled with your awn obsérvations, you have determined
that all of your section leaders are ﬁighly motivated and scem to
Lknow their jobs.

However, you have observed that SSG Rogers, your lst Section Ldr,
has performed erratically. Most .of his tasks were accomplished with a
high degree of competence, but he has performed below standards on a
«ouple of occasions.

1. On last month's FIX, his patrol got completely lost. SFC
Smothers said #hat during a counscling session, 38C Rogers
indicated that he had picked up the wrong map sheet.

2. Two weeks ago SSG Rogers' squad was detailed to perform police
call at 0700 hrs around the post HQ.. He did not get his men
there until 0830. During a counseling session with STC
Swmothers, SSG Rogers said he failed to arrange for transportation

in advance.

Yesterday afternoon, one of SSC Rogers % ton vehicles failed
a roadside spot inspection. A conversation with the Platoon Sergeant
revealed that SSGC Rogers was not present at Mortar Stables, which

wvas clearly indicated on ‘the Company training schedule for yesterday

morning. :j:
3
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Lt: (camly sitting at his desk) (cut to clock on 0800, fade to

clock at 0815) (Lt. looks at watch and is obviously irritated).

Sgt: (knocks at the door)

Lt: "Come in"

Sut: (walks up to the desk) (salutes) "Sir, Staff Sergeant Rogers reports."

Lt (returns salute)
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It is 0815 and Sgt Rogers has just showed up for the counseling session.

Choose one of the following introductory remarks.

1. "what in the hell do you think you're doing showing up 15 minutes
late?"
(Go to 8)

2. "I have more important things to do than waiting around the
office for someone like you! Do you realize you kept me wait-
ing for 15 minutes?"

(Go to 9)

3. "Be seated Sgt Rogers. I'm sure you realize you are 15 minutes

late?"
3
(Go to 10) %
4, "Please be seated Sgt Rogers. From everything that Sgt Smothers ;3::}
tells me, and from what I've seen, I know you have the ability -:'

and want to do a good job."

Lo

(Go toS54)
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FEEDBACK FOR 3.1

NO

1.

You have shown disrespect for the Sgt by kseping him at attention
and using profanity.

During the first few minutes of the session, it is important to
create a relaxed atmosphere. Starting the session in an abusive
and disrespectful manner prevented communication between you

and the Sgt. As a result, you won't find out why the Sgt has

performed below standards on occasions.
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FEEDBACK FOR 3.2

>
ia
3

NO

1. It is good to remind the Sgt that he was late.
2. On the other hand, your angry tone only serves to break down

communication between you and the Sgt.

3. During the carly part of the session, it is important to crecate
a relaxed atmosphere.

4. You are not showing Sgt ﬁogérs the respect he deserves.
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FEEDBACK FOR 3.3

GOOD

1. Even though you may be upset because the Sgt was late, you
controlled your anger, and treated him with respect.

2. By speaking in a respectful manner, you will probably create a
relaxed atmosphere which is important for effective counseling.

4. You are showing your concern for his being late, while giving him

an opportunity to give his explanation.

-----------------------------------------------



FEEDBACK FOR 3.4

NOT THE BEST

You should have mentioned that he was late for counseling, and asked

for his expl .ation for being late. On<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>